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By Arthur 3.

RECENT HEARINGS of the
use Select Committee on In-
iigence revealing the failure of U.S.

THE
Hou

nsive in Vietnam, the Cyprus events,
the 1973 Yom Kippur war in the Middle
Eastand the 19"4coup inPormmzzinave
raised serious questions 2
many tillions of dollars the -
taxpayer spepds each year for in-
talh"mcw Committee Chairman Oth
G. Phe(D NY. )hascaxd ‘No
are getting our money's worth out of
it.” There can be little doudbt that U.S.
intelhigence estimating is not as good
as it should be, and that there arev.ays
1o make it better.

Sherman Keat, who sei'ved for more
than 20 years as chairman of CIA’s
Roard of National Estimates, has call-
ad the vnfn”!fvbnr‘b e:hmafnw a

specwauve evaluator The es-
timator i§ not'a collector, coliator or
researcher. His job is to look at the
available data about a particular
problem and make an edicated guess
about whatisgoingtohappen. InKent's
werds, such informed guessing, *'sub-
ject to error as it has to be, is far

prefersbie to the alternative — the ’

crvsial ball.” It is important, though,
to be fuily aware that intelligence es-
timating is not a science; it does in-
voive speculation. which can result
cometimeas in sericus mistakes.

The possibility forerrorincreasesas
theestimate moves{romsuchtangible
subjecis as crop forecasts, levelsof in-

e
inielligence estimates for the Tet of-.
f—)

custrial production; order. of battle or

¥

nioed .
2iitics and humai hensvior — ¢s-
zciafiv the inteations of individual
ade rs -- have always been the most
sapredictabla. Thus, even the best in-
l'c;',nsd.-n‘. maost exne xenC?u,;r;ii:iC"xl
observersare veinarable tomakingoc-

s

-E"(::, r,;

‘casional large goofs.

Even when masy of the data is hard,
asincrop forecasting, mistaiescanbe
made. Qur high flying space cameves
couldobservepreciselyali of the Sovie
wheat fields and the dali y‘ veatherover

‘"n'c fields, but we seriously mis-
stimated the size of .h latest Soviet

w hem crop. 1a the arena of human af-

fairs, of course, the margin it error is

much greater,
T HE RECENT report ¢t the Com-

mission on the O ganizatica of the -
Government for the Conduct of
Foreign Policy concluded that
“rauor‘al intelligence estimates ap- -
prar to have little impact en policy
makers today, in large part bacause
key consumers prefer tobasetheirown
esiimates of future develogments on
competing sources of informatioa and
anzlysis.”” If this is an accurate fin-
¢ing, it indicates the sorry stare of -
current U.S. intelligence estimating.

"1z the past, there weren't supposed to
b= any compnung sources of informa--
- tionand

nalysis. The estimators were
<mposod tohaveaccesstoallpertinent
information available to -the U.S.
government, whether itcame from the
prass, the universities and other open
sources or from the most moL.y
classified documents.

One of the difficulties has been that
Henry Kissinger has conducted U.S.
fuscigipolicy inamosiscorctiveman
ner. Often Kissinger does not share
crucial information with the ia-
telligenceestimators. During thevery |
sensitive **back channel’’ negotiations
for SALT I, conducted between
Kissinger and Soviet Ambassador
[robrynin, President Nixon was often

the only other American to be fully in-~

formed. The opening to China, the Viet-

nam agreement and much of the Mid-

dle Eastdiplomacy hasbeenconducted

in a similar fashion.
Arnother difficulty is

in 'l[ in-

telligence estimates are limited toin- -

formation from abroad
and defense policy is inexirice

while foreign
oly link~

"ed with U.S. domestic politics.
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decisions based 0n unWarrauiee -,
timism. For exampla. just belfore
President Johnson ordered the
massive intervention of U.S. troops i
1885, the inteilizence estimate war-

ned:

LR - o s . .
we wiil [ind oursalves mired dowa

incombat inthe jungleina miiitary ef-
fort that wecannot winand{rom which
we will have exireme difficuity ex-
tracting surselves.” That rejected es-
ti'nate could have saved many
thousands of lives and over $13{ billicn
for the American taxp""

IN KENT'S VIE

v, it is important

that intelligence estimating not’

become invoived in recommending
polic‘ and that the estimating

machinery should be organizationally
indepon dent from the poiicy makers

and mﬂraLors “Intellig gence,” hesaid,

should be close 10 policy, plans and
opprat ons for gui idaace, but not so
close that it loses objectivity and in-
tegrity of judgment.” If an estimator
baszvpezs'wal"?kei'n"*e-outf'o-neofa
particular policy or operation his im-
partiatity is lost.

Almest {from thz outset in l° the
director of centrai intelligence, in ad-
dition to his estimating and coor-
dinaiing functions, has bzen responsi-
bie for covert cperations. A mana who
has made a parsonal commiurment to
the success of a particular operation is
not iikeiy to pe a dispassicnaie es-
timator of the realities. The conse-
quences of having tne CIA director
responsibie for boih covert operarions
and estimates can be seen in the Bay of
Pigs disaster,

If the CIA chi

ef is assigned to handle

he clancestine overthrow of a foreign
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